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Lifetime employment, seniority-based promotion system 
and enterprise unionism are regarded as the three pillars 
of the Japanese management system. However, under the 
recessionary environment in Japan after the bubble 
economy, the traditional Japanese enterprises have faced 
strong pressure to change their style of management. 
In this project, we attempt to analyze the roles of 
the three pillars in the Japanese management system and 
discuss the environmental changes encountering the 
Japanese enterprises. Also, we will predict the future 
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、、工 gave the company everything for all these years, 
and now that I'm only a few years away from retirement 工 
thought I'd finally get to ease off just a bit. Then the 
sudden separation notice. I always believed I had a job 
for life, but the notice showed me how helpless 工 
actually was all along.'" A complaint from manager of 
Pioneer Electronic Corporation, a leading manufacturer of 
audio and video equipment in Japan, after receiving an 
order from the company to accept an early retirement 
arrangement, revealed an important concern of the mid-
aged Japanese employee under the depressed Japanese 
economy. 
The burst of the bubble economy in late 1980s turned 
Japan into a deep and long recession. The uninterrupted 
economic growth enjoyed since the 1970s has become a 
history to the Japanese, and the sharp appreciation of 
Japanese Yen since 1993 continues to attack the 
manufacturing sector. While large companies, are making 
I 
^ Yamamoto Harumi,��The lifetime employment system unravels." 
Japan Quarterly Vol. XXXX (Oct-Dec 1993), p.383. 
2 
every effort to control the cost of production, cutting 
the excess labour force is considered as one of the 
important and necessary steps. This gives a hard blow 
> 
not only on the mid-aged managers in the Japanese 
corporations, but also on the ''lifetime employment" 
concept in Japanese management. 
Japanese management has been a hot topic for 
discussion in the management field in the past twenty 
years. Starting from late 1970s, hundred of articles and 
books have made studies on the unique elements in the 
Japanese management, the so-called ''lifetime employment", 
��seniority promotion system", ''enterprise unionism" and 
''consensus decision-making process", which contributed to 
Japan's success in the 1980s. This wave of study was 
reinforced with the globalization of Japanese investment. 
The possibility to transplant the Japanese management 
style into the Western company has been symbolized as the 
milestone to business success. The myth of Japanese 
management was not debunked until the bubble economy 
burst few years ago. Instead of learning from the 
Japanese, the focus of discussion has been changed to 
explore the conservativeness and weaknesses of the 
Japanese way of management in resisting economic 
downturn. Regardless of its defects or merits, how the 
Japanese companies encounter the present recessionary 
I 
period is worth studying, especially on the three basic 
3 
characteristics of Japanese human resources management: 
the lifetime employment, seniority-based promotion system 
and the enterprise unionism, which are referred as the 
> 
��three pillars"^ of the Japanese style management. 
1.1 Lifetime Employment 
Shushln koyo seldo, or the lifetime employment system, 
means the individual will, once employed, stay in the 
same company for the rest of his life. Employment means 
a commitment of life long career for the male employee in 
Japan, not just a job for earning a living. Each year, 
the kelretsus, the enterprise groups in Japan, will 
recruit university graduates, and this is also the only 
chance for the graduates to choose their career during 
their life. 
Under this lifetime relationship, employee loyalty 
instead of job efficiency is heavily stressed. The life 
long employee obligation to care for the company is 
supported by the Japanese culture, particularly the 
« 
social reciprocity and the familistic values. This 
strong company affiliation also produces a vague 
borderline between the company and private life. In 
I 
2 James C. Abegglen & George Stalk Jr. Kalaha, The Japanese 
Corporation. New York: Basic Books, Inc. Publishers, 1985, p.207. 
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order to reciprocate the life long support given by the 
company, the employee is socialized to work long hours in 
t^he office, respect the supervisors as if parents and 
seniors at home, accept any assignments from the company 
including cross training, intra- and inter-companies 
transfer. This kind of mentality limits the occupational 
mobility as changing jobs is deemed disloyal under the 
social norms. • 
1.2 Seniority-Based Promotion System 
Nenko Joretsu, or the seniority-based promotion and 
wage system, is an evaluation system based on the length 
of services or age in the company instead of the 
employee's job performance. Takeishi has described the 
characteristic of Japan's labour market as an internal 
labour market which refers t o�� a m rket where decisions 
over workers' salaries, labour force distribution and 
training do not take place through open market 
mechanisms, but are handled on an in-house basis."^ It 
is consistent with the lifetime employment system and the 
cultural emphasis on collective responsibility. When 
lifetime commitment is assumed by the company, it is 
natural to increase the employee's responsibility with 
^Emiko T a k e i s h i ,�� T h e� i n t e r n a l labor market' in Japan and 
shorter work hours." NLI Research No. 57, July 1993, p.45. 
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increasing length of services, and so are the rewards and 
compensation. Promotion as a function of age is 
，conformed with the familistic cultural background. It 
also provides an objective criterion for the individual 
employee to predict the career future and minimize 
conflicts among company members. 
With the collective decision-making process and the 
principles of conformity and harmony, group-based bonuses 
and benefits rather than individual incentive programs 
are utilized by the Japanese companies. The employee is 
learned to be co-operative and supportive to achieve the 
company's goals. 
1.3 Enterprise Unionism 
The unions of the Western countries unify horizontally 
all the employee under the same job category and form a 
strong counter force against the employers. On the 
contrary, the enterprise unions in Japan integrate all 
the employee under different job categories in the same 
I company vertically. 
The lifetime employment system requires a life long 
commitment by the employee, and the enterprise union 
t 
serves as a supportive link between the company and the 
6 
staff. Since the existence of the union highly depends 
on the existence of the company, it is logical to 
^ anticipate the union to reinforce a positive labour-
management relationship with the same company goal. 
Another important feature of the enterprise union is the 
close relationship between the union leader and the 
company's management. It is natural that the union head 
usually enters the management level after retirement. 
This linkage obviously secures the harmonious atmosphere 
maintained within the enterprise. 
In this project, we will examine the role of the 
��three pillars" in the Japanese industrial relations 
system. Their future development in the next generation 
will also be predicted by using the cultural approach and 




THE STRUCTURE OF THE LABOUR SYSTEM 
Before going into the details of the three pillars of 
the Japanese labour system, it has to emphasize that 
those characteristics are not universal practice to every 
company in Japan. They are most common in the large 
corporations or in the government sector. However, it is 
hard to estimate how far the small or medium size 
Japanese companies have adopted the lifetime employment 
practice. Even for the large corporations, not every 
employee enjoys the benefits of lifetime employment. 
Nevertheless, it is true that ��the importance of �the 
system' • • •. is to be measured not only by its gradual 
absorption of a larger proportion of the Japanese labour 
force, but also by the influence it has as a normative 
model for the rest of society."^ In other words, the 
three pillars act as a normative model for both the large 
corporations and the small companies, and even the whole 
Japanese society. 
i 
^Ronald Dore. British Factory, Japanese Factory. Berkeley: 
University of California Press, 1973, p.305. 
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2.1 The Definition of��Eniployee� 
^ ��Employee� is a specific term in the Japanese labour 
market. It usually refers to two kinds: (I) the 
��regular" employees; and (11) the ��non-regular" 
employees. Regular employees are those engaged in the 
company continuously. Those include male workers hired 
directly from the high schools and universities and will 
work for the same company for their entire working 
career. The non-regular employees include female 
workers, temporary workers and day labourers. This 
classification has an important meaning to understand the 
Japanese employment situation. 
Japan has enjoyed a low unemployment rate of less than 
3% after the World War 11. In the 1980s, the postwar 
unemployment reached its high point at 2.8% in 1986 and 
1987, which was still far below the unemployment 
situation in US and other Western countries. However, 
the official statistics did have understatement, and the 
source of understatement comes from the estimates of the 
non-regular employees. Chalmers.^  has criticized that 
» 
there are no official estimates of partial employment 
rate, and the official rate is based on the those 
previously have been employed, which means that those 
I 
^Norma J. Chalmers. Industrial Relations in Japan. London: 
Routledge, 1989. 
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have never got a job in the market are not included as 
officially unemployed. It was believed that the 
^unemployment rate would be doubled if using the criteria 
in US. 
The non-regular employees have a far more important 
implication to the Japanese labour system other than the 
unemployment rate estimation. Past studies indicated 
that even for large Japanese corporations with more than 
1,000 employees, around 73% would be classified as 
regular employees, while it was only around 20% for small 
or medium size companies/ Moreover, more than 80% of 
the Japanese employees worked in the privately owned 
small and medium enterprise sector" , which showed that 
the non-regular workers, in fact, cover the major portion 
of the whole Japan working population. 
As the three pillars of the Japanese labour system 
have their relevance on the regular employees, it seems 
on the face that the practice of those characteristics 
was not common in Japan. However, we will discuss in the 
following sections of this chapter, that the three pillars 
I 
have their strong ties with the Japanese culture, which 
make them pronounced and highly regarded management model 
in Japan. This kind of internal labour system becomes 
^ 
Arthur M. Whitehill. Japanese Management; Tradition and 
Transition. London: Routledge, 1991, p.l31. . 
Norma J. Chalmers. Industrial Relations in J ^ a n . London: 
Routledge, 1989, p.47. “ 
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the ideal for both employers and employees, and most 
Japanese companies will try to achieve such system with 
their best efforts. 
> 
2.2 The Origin of Shush±n Koyo 
In his bestseller ��Theory Z〃， Ouchi has made a 
comprehensive definition of lifetime employment, which 
��nieans that a major firm or government bureau hires once 
a year, in the spring, when young people graduate from 
junior high, high school, and the university. A major 
firm which hires only �rookies' takes on a large 
inventory of new employees all at once, although it does 
not typically have work for all of them immediately 
a person with one, five, or twenty years at one company 
will not be hired or even considered by another company. 
Once hired, the new employee is retained until mandatory 
retirement at age fifty-five. An employee will not be 
teminated for anything less than a major criminal 
offense, and termination is a harsh punishment, since the 
one who has been fired has no hope of finding employment 
in a comparable firm and instead must turn either to a 
minor firm that pays comparatively low wages and offers 
little security, or else must return to his hometown."® 
I 
®William G. Ouchi. Theory Z. New York: Avon, 1981, p.l5. 
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The above quotation has highlighted the following 
important aspects of lifetime employment: 
> 
I. Lifetime employment is the practice of major firms 
or government bureau only. 
II. Direct recruitment of fresh graduates is made 
annually like rituals, regardless of the immediate 
economic environment. 
III. A regular employee is assumed to stay in the same 
company for life until retirement, while accepting 
employees by changing jobs is the taboo among large 
companies. 
The last aspect has pointed out the importance of 
lifetime employment in the Japanese society, that it is 
not only the exchange of commitment between the employee 
and employers, but also the moral commitment among the 
Japanese corporations. 
Other aspects of lifetime employment include: 
I. Female workers are excluded from the lifetime 
t 
employment system. 
工 工 . R e c r u i t m e n t criteria are general characteristics and 
abilities of the employee, rather than any specific 
skill he possesses. 
t 
12 
III. The career path is non-specific with a life-long 
job rotation provided to employees. 
> 
The female workers are not eligible for lifetime 
employment. It is in line with the Japanese social 
environment of sexual inequality. In the Japanese 
society, women have been assigned a role lower than that 
of men. It is not the discrimination in the Western 
sense, but a kind of role differentiation from the 
functionalist point of view. Women are assumed the role 
as a housewife and to stay at home to look after the 
family after marriage, which means they are out of the 
scope of lifetime employment. In fact, even in the 
workplace, female workers play an assisting role to their 
male colleagues, which is widely accepted by the Japanese 
companies. 
Another salient feature of lifetime employment is the 
job rotation practice. Viewing the employees as its 
valuable assets, the Japanese Jtaisha(company) will 
provide the new employee several years of on-the job 
rotation training by moving around different departments 
t 
to understand the nature of the company's activities, 
history as well as job skills. The employment process is 
a��socialization" process, as described by Abegglen and 
Stalk, that ��the kaisha becomes a different social 
I '•‘ 
institution than the corporation in the West. 
13 
Involvement is more total; options are more limited; 
commitment is more difficult to revoke."^ What follows 
is the life-long job rotation that builds up the 
> 
employee's long-term commitment to the kaisha and towards 
other members. Ouchi has pointed out that when employees 
spend the entire career in one special area, they will 
develop ��subgoals devoted to that specialty rather than 
to the whole firm and they have neither the knowledge of 
the people nor of the problems to enable them to 
effectively help other specialists within their own 
organization"iG , while the Japanese kalsha aims at 
developing life-time commitment rather than job-related 
expertise of employees. 
The above reflects a close relationship between the 
Japanese culture and the lifetime employment system. In 
fact, this is the usual argument for culturalist to 
explain the development of the lifetime employment 
system. 
Dore has compared four large electric appliances 
plants in Britain and Japan in his earlier work^^ , and 
characterized the Japanese employment system as what he 
called��welfare corporatism". Although his study has not 
9james C. Abegglen & George Stalk Jr. Kalaha, The Japanese 
Corporation. New York: Basic Books, Inc. Publishers, 1985, p.201. 
William G. Ouchi. Theory Z. New York: Avon, 1981, p.28. 
Ronald Dore. British Factory, Japanese Factory. Berkeley: 
University of California Press, 1973. 
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provided a detailed analytical model, his detailed 
description on the close connection between the Japanese 
^pattern of industrial relationship to Japan's historical 
roots provided a prominent argument of the culturalist 
approach. 
The empirical work made by Hofstede^^ summarized a 
clearer picture of the cultural values behind the 
Japanese employment system. He compared the different 
work-values and attitudes among 50 countries, and 
identified four cultural dimensions: individualism / 
collectivism, masculinity / femininity, power distance 
and uncertainty avoidance. Japan was characterized as 
collectivistic, masculine, strong uncertainty avoidance, 
medium-large power distance country, which partly 
supported its distinctive management features. Under 
collectivism, according to Hofstede, the employees engage 
in the organization on a moral basis and reciprocate with 
loyalty and obedience to the organization. Group work is 
strongly emphasized. This is consistent with the 
Japanese familistic management style and the consensus 
decision making process, which is collective-oriented. 
The masculine dimension expects the Japanese men, rather 
than the Japanese women, to achieve a higher management 
position in the organizations, with a clear sex role 
i 
'^Geert Hofstede. Culture,s consequences; International 
differences in work-related values. London: Sage, 1984. 
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differentiation. Strong uncertainty avoidance provides 
an uniform organizational value with greater degree of 
^formality and homogeneity. The relatively high power 
distance also conforms with the ideology of respecting 
the superiors in the organization, which is also the base 
of the seniority-based promotion system. 
Another cultural attribute of the Japanese is the 
emphasis of harmony, wa. It has helped to reinforce the 
employee's loyalty and conunitment to the Japanese kalsha, 
and prevents any fierce competition among workers. The 
life-long job security makes the kalsha another important 
social institution of the employees besides their 
families. 
2.3 Nexiko Joretsu: A Base of Integration 
Closely linked with lifetime employment is the 
seniority-based promotion and wage system. It emphasizes 
the importance of length of service in the Japanese 
organization. When lifetime employment is adopted as the 
( 
organizational norm and the kaisha becomes the second 
"family" of the employee, it is natural that the same 
seniority system in the family will be used. Since the 
regular employees are recruited directly from.' the school, 
every newcomer is the same as the newly born baby in the 
16 
family, and the age of the regular employees has, in 
fact, reflected the length of his service, i.e. his 
seniority, in the company. As changing job is against 
the societal norm, internal promotion reinforces the 
loyalty and commitment from the employees. Using age as 
the promotion criterion also gives the members of kaisha 
an objective and clear career expectation, and avoids 
internal conflict among employees. Respecting the 
seniors in the kaisha is parallel to respecting the 
seniors in the family, which maintains the cultural 
consistency both in the family and in kaisha. 
This kind of compensation and promotion system has 
been criticized for producing slow career path, which 
discourages employees to have initiativeness to improve 
work performance. In addition, given that promotion is 
the function of age, one cannot expect the career 
escalator would lead everyone to the top management. 
Suzuki_i3 has identified three different stages of 
career path of a Japanese businessman: the 
apprenticeship period (age 22-28), the staff period (age 
28-35) and the manager period (above age 35) • The 
evaluation and promotion standard of the first two stages 
is based on the so-called��Genten" principle, which means 
"Norihiko Suzuki. ��Mid-career c isis in Japanese' business 
organizations." The Journal of Management Development, 5(5}, pp.23-
32. 
17 
��score duction" in Japanese. Before age 35, all 
employees are given a full score as the basis of 
evaluation. Unless a serious mistake is committed, there 
will not be any score to be deducted, and promotion and 
pay scale will be the same as their peers. After 35, the 
��Tokuten� principle will be the guiding evaluation 
principle, which means ''gaining score". Evaluation will 
be based on the merit or contribution of the individual 
to the company, and an average performance means little 
potential to enter into the top management. Under this 
scenario, Suzuki argued that the seniority-based 
promotion system dominates only in the career life before 
age 35. The successful managers are those who do possess 
high degree of conformity to the organizational culture 
and at the same time maintaining strong achievement 
orientation. 
However, those cannot enter into the group of 
successful executives are still protected by the lifetime 
employment from job termination in poor economic 
situation. Their dedication and loyalty are still 
treasured by the kalsha under the harmonious cultural 
I 
origin. The Japanese word madogiwa-zoku, or ��window-
watchers' tribe", are used to refer to those seniors with 
few responsibilities in the company. 
18 
The distinctiveness of the Japanese type of seniority-
based promotion system can be shown in Koike's work. He 
^sed another approach to further explain the internal 
promotion system in Japan, and suggested the intensive 
��White-Collarization� as the distinctive internal labour 
system when comparing with the West. ^^ By comparing the 
age-wage profile across countries in his work, Koike 
found that the seniority wages system also existed in 
European and US white-collar workers, but for blue-collar 
workers in large corporations, the extent of seniority 
wages is more pronounced in Japan. He ignored the 
importance of ��loyalty� in his analysis, and explained 
that the blue-collar workers stayed in the same company 
after considering their future benefits from their skill 
development through internal job rotation and promotion 
system. Though not starting from a culturalist point of 
view, the work of Koike presented the prevalence of the 
seniority-based promotion system even for blue-collars in 
Japan. 
In sum, considering the cultural background of 
collective responsibility in Japan, as Hofstede has 
characterized, individual performance has played a less 
important role. Involvement of individual employee with 
"Kazuo Koike. ��Internal labor market: workers' in large 
firms" in Taishiro Shirai ed. Contemporary Industrial Relations in 
Japan. Wisconsin: The University of Wisconsin Press, 1983, pp.29-
62. 
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the Kaisha is primarily moral and total, which keeps the 
seniority-based system well-accepted. 
> 
2.4 Enterprise Union: The Linkage with Kaisha 
Enterprise union is a legitimate form of workers' 
organization in Japan. It includes all employees of a 
kaisha without any differentiation as to job skills or 
job categories. The characteristics of the enterprise 
unions are summarized as follows: 
1. Union membership is limited to the regular employees 
of a particular kaisha. Other workers such as the 
temporary and part-time workers are not eligible for 
membership. 
2. Both blue-collar and white-collar workers are 
organized in a single union. 
3. The union officers are elected among the regular 
employees of the enterprise. A notable feature is 
the retainment of the union officers' employee 
status during their tenure in union office. 
1 
4. Union membership will cease when the employee leaves 
the enterprise. 
The enterprise union in Japan is a : completely 
different form of organization comparing with the labour 
20 
union in the Western countries. It is a vertical form of 
union organization, not organized on the basis of a 
particular job category. Although most of the enterprise 
> 
unions within the same industry also join an industrial 
federation of unions, the authority of those federations 
to control the constituent unions is limited. Thus the 
enterprise unions have a high degree of autonomy. 
Enterprise union has been prevailing since the end of 
the World War 11. Instead of investigating its 
historical origin, it is more meaningful to find out the 
cultural factors behind the enterprise unionism. Dore 
has rationalized the functions of enterprise unions in 
Japan. ��Given the strength of enterprise consciousness 
and the absence of a market-based wage system, it was 
inevitable that when powerful unions developed they 
should have been enterprise unions. They played a 
powerful role in entrenching the system (a) by being able 
to demand and fight for security of employment, and (b) 
by their very existence reinforcing enterprise 
consciousness. "^ ^ 
Although the protection of the' employee's interests is 
a manifest goal of the enterprise union, a co-operative 
attitude to the enterprise management is the usual 
I 
'^Ronald Dore. British Factory, Japanese Factory. Berkeley: 
University of California Press, 1973, p.400. 
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practice in Japan. It is clear that the major function 
for most enterprise unions is to reinforce what Dore 
called ��enterprise consciousness", which means the 
> 
reinforcement of the employee's commitment to the 
organization's goals and values. We can understand this 
kind of dependency from the structure of the enterprise 
union. 
As mentioned earlier, the full-time union officials 
can retain their employee status during their services. 
Usually the term of services takes two years, and the 
officials will go back to the enterprise. Under this 
kind of arrangement, the union officials are reluctant to 
cause any damage to the enterprise they belong, and both 
the union and the enterprise share the same 
organizational goal to maintain a harmonious labour-
management relationship. The most significant fact is 
that the union executives, after showing his leadership 
ability, can have a possibility to be promoted to the 
managerial position in the kaisha. This close link helps 
to reinforce the co-operative relationship between the 
enterprise union and the enterprise. 
» 
‘ Analyzing under this context, the kind of��enterprise 
consciousness" mentioned by the Dore is in fact the group 
value shared by the enterprise employees. The enterprise 
I 
union is the vehicle of the kaisha to link up the 
22 
employer and employees to ensure solidarity in the 
organization. 
> 
As a final comment, the three-pillars of the Japanese 
labour system mentioned above are mutually reinforcing 
and cannot be considered independently. The system 
imposes close identification of corporate and individual 
interests. Under the lifetime employment system, 
employee will work on behalf of the company, without the 
concern over discretionary discharge or capricious 
abortion of his career. It is not usual for dismissal of 
employees because of poor job performance, but only for 
serious misconduct. In this sense, moral obligation of 
the employee is highly valued when compared with the 
economic cost-benefit concern. The seniority-based 
promotion system further integrates the personal and work 
sectors of employee's lives. 
In a research conducted by Takezawa and Whitehill, 73% of 
the Japanese respondents considered the company as a part 
of life greater or at least equal, importance to personal 
life, while only 21% of the US respondents considered the 
same.i6 It showed that the importance of fusion of 
company and personal life for Japanese. 
t 
i6Arthur M. Whitehill. Japanese Management； Tradition and 
Transition. London: Routledge, 1991, p.l55. “ 
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> CHAPTER 3 
THE CHANGING ENVIRONMENT 
In the previous chapter, we have reviewed the three 
pillars of the Japanese labour system and their cultural 
base in the Japanese society. The system has been 
challenged for its incompetence during economic downturn. 
Common criticisms include; 
(1) The lifetime employment is a costly burden to the 
kalsha. The high labour cost has adversely affected 
the competitiveness of Japanese industry in the 
global market. 
(2) Annual recruitment of fresh graduates in the past 
years has accumulated too many redundant salarymen 
keeping on till retirement. This situation of 
��hidden unemployment" becomes, apparent when too many 
bureaucratic layers have been, built up. 
(3) The immobile labour market also creates frustration 
to mid-level managers who cannot enter the top 
management. This is especially true when,economic 
I 
24 
conditions are adverse and the company cannot create 
enough top positions. 
> 
In this chapter, we will examine the changing 
environment facing the Japanese companies, and how the 
Japanese labour system is adjusting to those challenges. 
3.1 Changes in Economic Environment 
After enjoying the fast economic growth in the whole 
1980s, Japanese economy was hit by the severe recession 
after the World War II. The so-called��bubt)le economy" 
burst in 1990 when the stock and land prices began to 
slide. Real GNP growth dropped to below 3% after 1991 
and further to below 1% in 1993. 
Financial institutions found out that they had lent 
too easily during the bubble era, and now facing huge 
latent loss. Written-off of bad debts and losses became 
their immediate task. The slide of stock price also 
affected the capital-asset ratio of Japanese banks, and a 
cautious lending policy was adopted, which delayed the 
step of recovery. 
At the same time, the growth of major in,dustries in 
I 
Japan, including automobiles, electrical machinery and 
25 
precision machinery, began to slacken. Export was 
affected by the soaring Japanese Yen since 1982. 
Competitiveness of Japanese goods is threatened by the 
> 
products from newly industrialized countries including 
South Korea, Taiwan, Singapore and Hong Kong, where 
product quality is improving and labour cost is 
relatively cheaper. As a result, production in Japan has 
declined, more overseas production centres were 
established in the countries where cheaper labour cost 
can be available. Under this recessionary environment, 
the moving out of Japanese production to other countries 
have made a heavy pressure to the Japanese labour market. 
Another remarkable phenomenon comes from the changing 
business relationship within the large business groups, 
the kelretsus. The keiretsus typically refer to ��two 
different sets of relationships: vertical groupings of 
upstream supplier firms and downstream distributors 
affiliated with a large manufacturing or commercial 
enterprise; and diversified groups comprising a 
commercial bank and other financial institutions, one or 
more trading companies, and . a range of large 
manufacturing firms.'"? The majority of them rank among 
Japan's largest industrial/commercial enterprises 
including famous names such as Mitsui, Mitsubishi, 
• • i 
"Michael L. Gerlach,��Twilight of the Keiretsu? A critical 
assessment." The Journal of Japanese Studies Vol 18, No. 1, Winter 
1992, p.83. 
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Sumitomo. The importance of the keiretsu in the Japanese 
economy rests on the long-term relationships among the 
group affiliates which are legally independent 
> 
enterprises. Although the boundary of the keiretsu is 
sometimes hard to define, the linkage of the ��core" 
enterprise with a range of smaller size inter-companies 
forms a tight network to sustain the growth of each 
other. 
Recently, the impact of keiretsu has been declining 
with the globalization of the Japanese companies. The 
cross-border co-operation with international partners 
have changed the original network within the kelretsu to 
a looser form. This directly affects the business of 
those smaller sized companies which have to depend 
greatly on this kind of relationship. The small 
companies usually bear the losses of the kelretsu under 
this recessionary period, which simultaneously leads to 
layoffs and put pressure to the labour market in Japan. 
3.2 Demographic Changes 
• 
Aging of population has been a major issue for both 
the Japanese society and the Japanese management. As 
shown in the age-sex pyramid in Appendij^ ' III, the 
structure of Japan's population was pyramid-shaped in 
27 
1950, with around 4.9% belonged in the segment above aged 
65. In 1990, this percentage has increased to 12.1% and 
it was projected that in 2025, the aged group of over 65 
> 
years old would exceed 25% of the total population. 
The aging population has inevitably become a burden to 
the Japanese society. It has vital effect on overall 
demand and the consumption pattern. It also affects the 
corporate strategies of business corporations. Most of 
the large corporations have already raised the mandatory 
retirement age from 55 to 60. However, this also implies 
additional cost for the business firms to support those 
aged staff, since under the seniority-based promotion 
system, older age means higher wage in the company's 
point of view. 
Another notable figure comes from the stratum of 
working population. Closely examine the population 
pyramid of 1990, one can find out that the age group 
above 35 to 49 accounted for a major portion of the 
working population. This is the result of the large 
scale recruitment during the high growth period in 1970s. 
The projected population pyramid in 2025 further 
demonstrates the seriousness of the issue. While there 
exists a large stratum of mid-level managers, the 
population of fresh graduates in the age range of 20-24 
I 
is relatively insufficient to supply new blood to the 
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Japanese business firms. The share of younger workers 
will continue to fall in the future, and restricting the 
number of new entrants to the labour market. The > 
concentration of the working population in the middle 
level will surely limit the flexibility for the Japanese 
company to adjust the labour cost during economic 
slowdown. 
Besides the increase in labour cost, the aging working 
population will worsen the labour redundancy problem and 
surely gives threat to the lifetime employment and the 
seniority-based promotion systems. 
3.3 The Changing Work Ethic 
The white paper on labour issued in July 1990 revealed 
a shift of working attitudes for Japanese younger 
generation, which has important implication to the modern , 
Japanese labour market. Kazuo sunmiarized the report that 
��young workers who hope to stay at their present place of 
work have decreased so sharply in .number that their share 
in the work force is now smaller than that of the 
satisfied workers in other industrial countries. (The 
report) further states that young workers in Japan 
express less satisfaction than those in the United States 
* 
and Britain in each of the following respects*. wages, 
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working hours, employment security, chances to utilize 
one's talents, opportunities for promotion, and the 
quality of interpersonal relations."^® » • 
The various complaints mentioned conveyed a different 
kind of working ethic among the young workers. The 
traditional image for the Japanese working class is 
workaholics: being loyal to the company, staying late in 
the office, altruistic, accepting the company's 
assignment. These seem to be outdated characteristics 
among the younger working class. It is no doubt that the 
fast economic growth after the War has provided the 
second generation with a well protected living 
environment. The rising standard of living and the vast 
development of the leisure industry encourage the 
mentality of life enjoyment rather than hardworking and 
self-sacrifice. Kazuo has suggested the term ��freeter 
syndrome" to describe the illusionary interpretation of 
freedom widespread among younger generation. The 
��freeter" is ��a freelancer who works for a while, plays 
for a while, and then goes to work again, taking a 
minimum responsibility and enjoying a maximum of 
freedom."i9 The requirements of modern youngsters become 
��two full days off each week",��few working hours a day", 
��long a nual vacation" and��no need for overtime work". 
. _ • I . I 
i8ijiri Kazuo,��The breakdown of the Japanese work' ethic." 
Japan Echo, Vol XVII, No. 4, 1990, p.35. 
i9ibid p.36. 
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Besides above mentioned ideological change, the new 
breed of Japanese workers also start to show their 
» 
discontent on the regular promotion system. An 
egalitarian workplace which can have prompt recognition 
of individual abilities becomes a desired way of the 
working life. This is intensified under the recessionary 
environment when the top management position becomes 
limited. According to the Opinion Poll on Work Attitudes 
survey conducted in 1992 by the Prime Minister's Office, 
there were increasing proportion of the total work force 
showing a desire to change jobs (more than 7% in 1992 
comparing with 5% in 1982) • New work-value such as��give 
priority to private life", ��work for money" prevailed 
among those employees lacking loyalty to their companies, 
with more than 15% of those belonged in the age range of 
20-29. The Ministry of Labour statistics also showed an 
increasing percentage of changing jobs among the age 
group 20-24.2° To ensure an efficient operation under 
the slow economic environment, large companies such as 
Honda Motor and Fujitsu also incorporate performance 
evaluation for the middle management to determine the 
base salary and biannual bonus annual adjustment, which 
represents a breakthrough of the seniority-based 
promotion system. 
20The results of the��Opinion Poll on Work Attitudes" survey 
and Ministry of Labour statistics are extracted from Shintaro Hiro, 
��Fixing Japan's White-collar Economy: A Personal View", Harvard 
Business Review, 71(6), (Nov-Dec) 1993, p.164-165. 
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3.4 Mid-lifetime Employment Crisis 
> 
In December 1992, the Pioneer Electronics announced a 
plan to terminate the employment of 35 middle managers 
who were in their fifties. The order asked those 
managers to accept an offer of early retirement bonus, 
otherwise, they would be summarily discharged. The 
decision aroused public discontent through the Japanese 
media. Some people even claimed that the Pioneer's 
action was improper dismissal and has violated the labour 
( 
laws. Though facing strong criticisms, Pioneer still 
carried on the program. Pioneer's President Matsumoto 
Seiya reflected the company's concern on the labour 
redundancy problem in his interview with Asahl Shiabun in 
February 1993, saying that��it s true that the employees 
were encouraged to resign. Virtual unemployment is not 
only a burden on the company, it is also painful for 
employees who report to work day after day with nothing 
meaningful to do." In May 1993, Asahl Shimbun 
interviewed 17 middle managers who has been requested to 
make resignation, 10 has resigned before the end of 
January 1993.^ ^ 
1 _ _ i 
'^ The case of Pioneer was quoted f r o m�� T h e lifetimfe 
employment system unravels," by Yamamoto Harumi, Japan Quarterly, 
Vol. XXXX (Oct-Dec) 1993, p.382-383. 
、 
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The lifetime employment system showed its sign of 
collapse when more employers followed Pioneer to announce 
plans to start the layoff of mid-aged managers. IBM 
> 
Japan Ltd offered to their employees over age 50 a 
voluntary early retirement scheme including a retirement 
pay of 150% of their annual salary with an outplacement 
to the subsidiaries of IBM Japan until the retirement age 
of 65. Of the 3, 000 employees eligible for the scheme, 
more than 1, 600 has applied for the program.^^ This 
shows that the layoff practice has started to be 
considered by the public as a reasonable move under the 
recessionary environment. 
In 1993, other large corporations has followed to set up 
medium-term plans of 3-5 years to reduce the number of 
workers. List of examples is summarized in the table 
below23 ： 
^^Yamamoto Harumi,��The lifetime employment system unravels," 
Japan Quarterly, Vol. XXXX (Oct-Dec) 1993, p.384-386. 
^Sources of information from Shintaro Hiro, ''Fiking Japan's 
White-collar Economy: A Personal View," Harvard Business Review, 
71(6), Nov-Dec 1993, p.l67, Bill Clifford, ��Japan sees mdnufacturing 
jobs lost; lifetime employment under threat," Japan Economic Almanac 
1994, p.44-45. 
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Congpany Year Personnel Action Plan 
Fujitsu 1993-1995 Cut work force from 56,000 to 
> 
50,000, increase the transfer to 
affiliates by 20%, scale back new 
recruits to 300 graduates each year. 
JAL 1993-1998 Reduce 1,200 to 2,000 ground service 
staff through voluntary retirement, 
hiring freezes, 1-year paid-absence 
programs 
Mitsui Mining and 1993-1994 Eliminate 300 positions through 
Smelting transfer to affiliates, within those 
40% are in management positions, 
together with management salary-cut 
Nippon Trust Bank 1993-1996 Cut staff by 800 to 1,500 through 
transfer to affiliates and reducing 
recruitment 
Nippon Steel Corp 1993-1995 Cutback 1/5 of work force (around 
1,000) by reducing hiring and 
personnel transfer 
NTT 1993-1997 Cut work force by 32,000 to fewer 
than 200,000 employees by early 
retirement 
NKK 1993-1994 Reduce staff by 3,200, representing 
15% of total work force 
Tokyu 1993-1995 Eliminate 1,000 job positions 
Sanyo Electric 1993-1995 Cut work force by 10%, around 3,000 
‘ jobs 
The practice of early retirement has created great 
1 
shock to the mid-aged managers who have believed that 
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their job positions are secured by lifetime employment. 
Although most of the early retirement schemes take the 
form of personnel transfer to the affiliated companies of 
> 
large Japanese corporations, the mid-aged managers find 
themselves being relocated to those positions that are 
completely new to them and it is also tough for them to 
be trained at this stage. Taking the IBM case where most 
of the employees joined the early retirement line have 
been transferred to the system engineering field with a 
retraining period of only six months.^^ To accept the 
personnel transfer is in fact, in their point of view, an 
end to their career life. 
To minimize layoffs, the Ministry of Labour has 
designated companies eligible for employment subsidies 
which can help to lessen the burden of wage, related 
costs for layoffs and job reassignment. In 1992, 187 
companies were eligible in the list of the Ministry of 
Labour, and the number has increased to more than 300 in 
1994." 
The recessionary corporate downsizing has affected not 
only the middle management. Under the policy of cutting 
recruitment, the school graduates also find themselves 
difficult to find a job in the market. As of end of 
24Nakagawa Takao,��Mid-Lifetime Employment Crisi.s," Japan 
Views, January 1994, p.7. , 
^^Akira Ikeya,��Recession shrinks labour market; students now 
compete for top firms," Japan Economic Almanac 1995, pp.44-45. 
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April 1994, the Management and Coordination Agency 
reported that 150,000 college graduates have failed to 
find a job, which was the highest record since 1984. 
> 
According to Ministry of Labour, the economy-wide job-
offers-to-applicants ratio fell from 1.00 in 1992 to 0.62 
in 1994, indicating a harsh time for the job-
applicants.26 The situation is more severe for female 
students, which is consistent to the Japanese cultural 
attribute, though the Equal Opportunity Law prohibiting 
sex discrimination has been existed since 1986. 
The labour adjustment process in recent years have 
made great pressure on the three pillars of the Japanese 
labour system. Together with the aging population and 
the shifting of traditional work attitude, some people 
have expected that the lifetime employment system would 
be completely collapsed and the future Japanese 
management system would converge with the Western 
management style. We would predict the future model of 
Japanese human resources management in the next chapter 
by using the convergence thesis and the cultural theory. 
» 
I 
26Akira Ikeya,��Recession shrinks labour market; students now 




THE FUTURE PATTERN 
Before making any prediction on the future model of 
the Japanese internal labour system, it is important to 
understand that the management system itself has not 
remained static or unchanged, and already incorporated a 
high degree of flexibility to adjust to the environmental 
changes. The mix of regular and non-regular labour force 
is a typical example of tackling the economic cycle. The 
non-regular work force in Japan are considered as reserve 
army in the Japanese company. When the economy 
environment is growing, more temporary staff or female 
workers are employed. As those employees are excluded 
from the benefit of lifetime employment, they are the 
workers to be sacrificed when recession comes. After 
experiencing the vast economic growth in the 1980s, most 
Japanese companies did not foresee a long depressed 
environment, which makes them believe this kind of 
adjustment mechanism can work. ‘ 
However, the striking difficulties facing modern 
I 
Japanese management are the prolonged adverse, economic 
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situation after the ��bubble〃， and the inflow of the 
western management value that may create changes to the 
management system based on traditional culture. 
> 
4.1 Can Shushin Koyo be Continued? 
Using the analysis of the culturalists, Japanese 
management fully reflects the characteristics of Japanese 
culture, which makes it a distinctive and different 
management pattern comparing with the Western management. 
Since the organizational norm is identical with the 
social norm which makes kaisha the second important 
social institution of the employees, termination of 
employment means the same as termination of the 
relationship with family members. So, even under the 
present difficult depressed economic situation, layoff of 
regular employees is deemed to be undesirable by most of 
the Japanese corporations. 
• 
As mentioned above, Japanese labour system has built-
in mechanism to handle economic difficulties and to avoid 
layoffs. Common practices include the reduction of 
I 
hiring non-regular employees, shortening working hours 
and overtime job. The survey by the Ministry of Labour 
Employment Rationalization conducted in 1986 revealed the 
attitudes shared by the Japanese companies in employment 
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control. Within the 555 of the responding companies, 
��hiring freeze" was the most common method to be 
implemented under employment control, followed by ��job 
rotation", ^^termination of part-time workers", and ��no 
> 
overtime". However, it is understandable that ��jot> 
rotation" was a more acceptable method for large 
companies which had more than 1,000 employees. 
��Tenvporary layoffs", ��planned mployee reductions" and 
��eniployees fired" were less desirable?" 
Job rotation is by no means fresh concept to Japanese 
employment system. When we discusses the lifetime 
employment system in Section 2.2, we have mentioned that 
career path of the employee is non-specific with life-
long job rotation. This is supported with the life-long 
commitment between the employer and the employee, that 
the employee would accept the employer's changing job 
assignments. The early retirement schemes were actually 
a drastic execution of job rotations by transferring 
managers to outside affiliates. 
The result of the above survey, was verified by those 
personnel actions mentioned in Section 3.4. In fact, we 
can call this the ''Japanese style of corporate 
downsizing". Personnel transfer and hiring freeze 
, - I 
27Tomasz Mroczkowski & Masao Hanaoka, ''Continuity and change 
in Japanese Management," California Management Review, Vol. 31(2), 
1989, PP.43-45. 
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remained as the major tactics, showing the Japanese 
companies' effort to maintain the lifetime employment 
system. Although transferring part of the mid-aged 
managers to the affiliates, the employer-employee 
relationship still maintained until a retirement age of 
60-65. 
Understanding the Japanese companies' attitude, we can 
find that there is no evidence to support the convergence 
thesis that the Japanese labour system would move to the 
Western model. Japanese companies are still using their 
built-in mechanisms to tackle the difficult economic 
environment based on Japan's strong cultural foundation. 
Lifetime employment system will remain as the main stream 
of the future labour system. Greater emphasis would be 
put on the job rotation characteristic so as to increase 
the extent of flexibility in allocating human resources. 
The mix of regular and non-regular employees will 
continue to be the dominant adjustment mechanism. The 
personnel policy will move to allow more flexibility in 
the wage policies so as to change the labour cost from 
fixed cost to variable cost. . Although the younger 
generation, especially female workers, tends to show a 
preference of a more egalitarian career path, the nature 
of masculine society prevails to secure the lifetime 
career opportunity only for the male workers., This can 
I 
also be evidenced by the recent outflow of. Japanese 
40 
female workers to other Asian countries for working 
opportunities. The convergence theorists' proposition to 
follow the Western road of egalitarian workplace seems 
also hard to emerge in the Japanese management at this 
stage. The cultural homogeneity of the Japanese 
companies' top management maintains as a dominant and 
uniform force to resist any drastic modification of the 
lifetime employment system. 
4.2 Nenko Joretsu: The Product of Old Generation? 
In Section 2.3, we explained the seniority-based 
promotion system as an objective and generally-accepted 
system to perform the integration function in the 
Japanese kaisha, The system faced harsh challenges with 
the low economic growth rates in the past years. While 
hiring freeze reduced the number of new recruits each 
year, aging population also produced an increasing 
proportion of senior employees in the company, which 
makes the kalsha uneconomical to continue the higher pay 
to senior staff. The discontent from the younger 
generation also calls for a performance-based promotion 
) 
system. 
In view of the continuation of the lifetime, employment 
system, one cannot also expect the same Western style 
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performance evaluation system to replace the existing 
system since the concepts of performance and achievement 
carry different ways of measurement in the Japanese 
sense. In Japan, performance means merit rating, which 
> 
is the summation of educational attainment and other job 
ability factors including the communication skills, co-
operativeness among colleagues and the sense of 
responsibility. Using the Western sense of performance 
and evaluation standard, work result is usually the sole 
consideration and dismissal as a result of low level of 
achievement is a common practice. However, it does not 
seem to happen in Japan since work result is only one of 
the evaluation criteria. For example, to be co-operative 
with colleagues is comparatively important in traditional 
Japanese kalsha, and will continue to be a significant 
and decisive factor under the merit evaluation system. 
Nevertheless, work result will increase its weight of 
importance in the Japanese promotion system. Honda and 
Fujitsu were the first companies to widely apply the 
performance-based compensation system in 1992. All the 
managerial employees had to negotiate with the companies 
of their salaries and bonuses based on the past work 
results and the coming fiscal projections. When more 
Japanese companies give a heavier weight of work result 
in the evaluation system, the working attitude of the 
. employees will shift to achievement orientation. The 
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��Tokuten" principle suggested by Suzuki will be applied 
to the employees earlier than their 35 so as to arouse 
the their initiativeness and creativity in their 
workplace. Promotion will be more open and faster for 
> 
the younger staff 
However, one cannot expect the factor of length of 
services will be completely disregarded. As lifetime 
employment remains as the norm of the society, the future 
evaluation system will be a combination of seniority and 
performance. Mroczkowshi and Hanaoka suggested a multi-
track employment system when ''employees hired for �life' 
enter the general track and can be moved horizontally 
(job rotation) as well as vertically (grade 
promotion) As companies choose to limit the percentage 
of lifetime employees, they expand hiring into the 
restricted tracks 一 which may include hiring more women, 
part-timers and specialists."^® The unsuccessful 
managers will be moved into the madogiwa-zoku, ''window-
watchers' tribe", though the number of those employees 
will be decreased. 
I 
^Tomasz Mroczkowski & Masao Hanaoka,��Continuity and change 
in Japanese Management," California Management Review, Vol. 31(2), 
1989, p•51. 
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4.3 Enterprise Unions: Will the Linkage continue? 
As mentioned in the Section 2.4, Japanese enterprise 
unions play an important function to reinforce the 
> 
employee's��enterprise consciousness" in the kaisha, 
Starting in 1980s, both the union membership and the 
union density have shown trend of decline despite the 
increase in the number of total employees. In 1975, the 
union membership was at its peak of 12.6 million members, 
which meant a density of 34%. In 1985, the union density 
dropped to 28.9% and further to 24.5% in 1991.^ ^ 
One of the possible reason for the drop of union 
density is the change in the overall Japanese industrial 
structure. During the 1970s, Japan's manufacturing 
sector had fast expansion, which simultaneously increased 
the size of the manufacturing firms. Since the employee 
joined the enterprise unions when he joined the 
enterprise, the size of union membership has expanded at 
the same time. In the 1980s, the number of employees in 
the service sector has shown the trend of increase. The 
service sector was characterized with small firm size, 
t 
29source of data from t h e�� B a s i c Survey of Trade Unions" 
conducted by Ministry of Labour and extracted from Yasuo Kuwahara, 
��Industrial relations in Japan" in Bamber, Greg J. And Russel D 
Lansburg (ed)• International & Comparative Industrial Relations; A 
study of Industrialized Market Economies, NY: Routledge, 1993, p.224. 
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which did not facilitate the formation of unions in 
consideration of high cost of organization. 
However, although the union membership has decreased > 
due to this structural reason, the basic function of the 
enterprise unions as the linkage between the kaisha and 
the employee has not encountered any changes as long as 
the lifetime employment system continues, and we do not 
anticipate the Western style labour union could be 
successfully developed under this industrial 
relationship. 
4.4 Japanese Labour System in the 21st Century 
Arguments from earlier convergence theorists suggested 
that the Japanese management style was a transitional 
model on the road to Westernization. This convergence 
point of view was later reversed with Japan's strong 
economic growth. When the Japanese management was 
considered as the myth of modern management in the 1980s, 
��Japanization" was an usual term used by the Western 
scholars to describe the export of the Japanese 
management characteristics to the Western companies. A 
revised scenario of convergence theory was also suggested 
by Ouchi for a combined model of both US and Japanese 
. companies. This proposition is rejected by the 
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culturalists, taking their view that the Japanese 
management style could be exportable with its strong 
correlation with the social system and the cultural 
pattern of the Japanese society. Past experiences in the 
> 
US companies did not show a success for such transfer. 
Lifetime employment and the seniority-based promotion 
system could not be firmly planted with the cultural 
differences, Even for the Asian countries such as 
Singapore, Korea and Taiwan, the cultural similarities 
have not guaranteed a 100% exported Japanese model to be 
adopted. 
While the existing system is under review with the 
changing social and economic environment, how far would 
the Japanese labour system be modified in the 21st 
century? 
As we have mentioned in the above sections, the 
lifetime employment will remain as a durable practice for 
the coming century. Notwithstanding the cultural changes 
among the younger generations, the career-long 
expectation maintains as the social norms for the 
Japanese people. The company philosophy for employee-
first rather than stockholder-first is deep-rooted and 
stable. Nevertheless, the promotion system would change 
to an evaluation system based on the combination of age 
• and merit. 
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The mix of the regular and non-regular labour would 
further be adjusted so that the proportion of lifetime 
regular employees would have decreased. On the 
> 
recruitment side, the development of high-tech and 
information oriented industry would stimulate the 
competition for qualified personnel, both in Japan and 
from foreign countries. This would encourage the 
development of a sector of mid-career recruits. 
Headhunters or executive search agencies, which were only 
Western concepts in the past, would start to be active in 
the Japanese labour market, including the recruitment of 
foreign workers for the Japanese companies. 
With the internationalization of the Japanese 
manufacturing sector, more overseas subsidiaries have 
been established in countries with lower labour cost. 
The shift of the industrial structure from manufacturing 
industries to service-oriented business would also reduce 
the importance of enterprise unions in Japan. The 
reduced proportion of regular workers will also 
contribute to a decline of union membership. 
All in all, the uniqueness of Japanese labour system 
appears to be continuously dominated by cultural values, 
despite the fact that a flexible and innovative process 
• carrying on. The convergence theory, both the classic 
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The objective of this project is to review the 
cultural base of the Japanese labour system as well as 
its future development. The three major characteristics 
of the Japanese labour system: the lifetime employment, 
seniority-based promotion system and the enterprise 
unionism have been examined. 
Though facing a depressed economic environment, the 
Japanese kalsha still considers the lifetime employment 
practice as the ideal employment relationship. 
Considering the constraint of huge labour cost, 
traditional Japanese labour system has used the mix of 
regular and non-regular workers as a mean to achieve a 
flexible cost adjustment. The attribute of job rotation 
also helps to relieve the cost burden during the long 
recession. The familistic cultural value continues the 
life long career expectation and the system is 
anticipated to remain as the ideal employment model in 
the next decade. 
• • 鲁 
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Much modification would happen for the seniority-based 
promotion system. The redundant situation created by the 
system has caused big trouble among the Japanese kalsha 
under the recession, which leads to an obvious conclusion 
> 
that the weight of job performance should be enhanced in 
the reward system so as to ensure efficiency. The future 
promotion system will become a merit rating mechanism 
which is the combination of criteria including 
achievement orientation, communication skills, co-
operativeness among colleagues and the sense of 
responsibility, while the length of services would play a 
comparatively less important role. 
Enterprise unions act as the linkage between the 
kalsha and the employees to resolve any employer-employee 
conflicts and to reinforce the commitment of employee to 
the kalsha. The enterprise unions will become less 
significant in the future labour system when the whole 
industrial structure grows into the mode of service-
oriented and the manufacturing industries are 
continuously moving out of Japan. However, the Western 
model of labour unionism is still hard to establish in 
future Japan when the strong sense of kaisha 
\ identification prevails. 
Due to limited resources, present project has not 
• • conducted detailed field works in the Japanese 
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corporations to obtain first-hand information and inter-
companies' comparison. Updated information has only been 
obtained from the translated journals which are subject 
to the limitations of time gap and misinterpretation. 
> 
For further studies on the future Japanese labour system, 
case studies combined with trend analysis in the Japanese 
large corporations are recommended so as to thoroughly 
understand the changes of individual characteristic of 
the three pillars over different time periods. 
I 
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